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Gaorge 1., ilall, Jr,

Wi{ll Rogers, writing shortly after Calvin Coolidge wné aelaected President,
stated, "Coolidge has been in office for 60 days and he ain't made it ;atn yet."
Well, evaluatioa and prfucipals have been around a long time, and we'hin?t®
made it raia, elther, Lut the difference batwsen principals and Coolidge is that
we have bezn crvins harder, and we may see, eomeday Iin the near future, fruits
of our work,

A treserdous amount of reseavch has been and is being conducted on staff
1ffectivenass and meaningful evaluation of school personnel. Most of the
aaterial we are reading today has some jood poiuts whicl we ;11 can uge in our
daily actdvities, Some of the material, 28 you kncw, {8 just words; and it is
gsonatimes hard to decipher that part which is good for your particular situation.

My intention is not L~ juote facts or statistics or to present a long list
of new terminology, but to tell you of an evaluation method that I have found to
be succaaafglo

It woul~ take all day to go over e%ery agpact of whom and of what to evale
uata; Cherefure, 1 will addiese uy cemazks to the following areas of evaluation:

Lhe Uiegteronr teacher
etha thirvdeyeair aeachef
sthe fifthevear teacher
oLhe tentheyoar-andeup taancher

otha tedcher with a maaster‘s degree.
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The Beginaning Teacher

Today, more than ever in the higtory of the principalship, the principal
has to be a teacher of teachers. We have to pick up whare the collieges left
off., For the past three years, begfmning teachers have come to me with goed
libmral.arts backgrounda and usually with strong backgrounds in subject areas
but, for three years, I have not had a beginning teacher with a good backe
ground {n methodology, bookkeeping, or general good housekeeping.

du the other hand, I have noticed another trend. It may be due to the
TV ghonw "“Room 222% or the movie “Up the Down Staircase,” but it geems to we
that the beglaning teacher today has more enthusiasm, determination, and
desire toc be a good teacher than I have witnessed in the past. Whilae these
are valuable assets, they do not ﬁakn a complete teachear.

We as principals must now take up where the colleges left off, We must
nowr aid tha veginning teacher to reach the top level of performaance that he
{8 capable of reaching. On the other hand, if he cannot reach an aéceptable
level of performance, he must be told as early as it is peréeived.

Criteria

In order to assess a teacher's effectiveness, criteria mus:: be established
for that particular teacher within the philosophy of the schoo@. The following
are the minimum requirements for teaching in my school: |

leadership, long-range objectives, individualized and humanizad instruction,

and those attributes observable during classrcom visits and conferances.

lwadershlp
Leadership is une of the mont important attributes a teacher can have, if

not the most important. Students today need guidance and divection, not another
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tuddy, A teachar taught for ma one year who was doing a good job in subject
aatter and classroom organization, but (for some reason or the other) he

changed tactics and tried to bacome & buddy to the students, rather than pro-

viding them guidance. He thought he was doing a good job untf{l one day he got

the bright idea that he was ready for his students to evaluate him. Theﬁqhe
found out that he ' 1 lost the students, bacause he was merely giving cowfort
rather than direcu.on,

There is no such thing &8 & teacher getting on a student's level. The
teacher must direct the student in deciding how to set and reach his objectives.
Points which wmay aid the teacher in bacoming & better leader and in gaining
clasaroom control ara: the order in which students enter and leave the class,
the teacher's readiness to go to work, the teacher's organization. Many
teachers at the sound of the bell permit students to stampéde out of their
rooms 1ike 2 hard of cattle., I constantly tell my teachers that the bell does
not dismigsa the students; it is merely a signal for the teacher to dismiss the
claas, Oge of my main hang=ups (all principals are entitled to at least ona)
is a teacherhﬁho sits at or on his desk continuously. I always make a point o
zell beginning teachers that this practice is the best way to lose the leadere
ship role in the class. Constantly sitting on the desk or behind it can only
be used by the master teacher} and even then I have my reservations. 7T beliave
fi¢ {8 the teacher, not the student, who should be the leader of the classroom,

Long-Range Objectivas

With éccouafability being thrust upon the teachers today as it is, and
rightly s0 in uay :pinion, the teacher must be able to write his longerange
objectives Lroadly enough and yet veasonably enough so that they can be reached.

The principal must explain thfs fact to the teacher and make sure that he




understands that the student is also entitled to kaow what is expected of him,
The studant is also entitled to know what he will be able to do at the end of
the term, providing all of his nbjectivas are reasonable, The teacher must
also be ab’e to know when the student is not capable of reaching his set
objectives and then to help him formulate new objectives through which he can
experience success. The long-range ohjectives should focus on the cognitive,
affective, and psychomotor domains, The objectives should be broken down
fnrther into short-range objectives,

The teacher's first evaluation comes after the long-range objectives
have been formulated. No written evaluation is made at this time, What usually
takes place at this point is an evaluation of the objectivea, If they are fea-

. sible, the teacher is told, If they are not, the principal aids thé'teach;r in

formulating realistic objectives which can be reached within the student's
potential, and within the policies of the school and the school board,

A constant watch is kept on the iong-range objectives and the studeat's
progress with these criteria in mind:

le consultation with the teacher

2, progress of the student (achievement tests, teat'grades, atce)
3. lesson plans

4e lesson-correlated study trips and mass participation activities
5. evaluation of shorterange objectives in relationship to long~range
objectives.,
Classroom Visitation
After the longerange objectives have been put into proper perspective,
and after tho assistant principal, department chairman, and 1 have agreed
that they are realistic objectives, 1 make my first formal classroom visite
ation, This {s a general observation to meke the teachar feel at eass in my
presence, As soon after this vieit as practical, the teacher comes to my

office for consultations To be meaningful, this coasultation has to be complete

ed the same day of the vimit, I make it clear at this point that when I wvisit

|
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his room ¥ am there to help him, not to criticize him. He i also teld that I
will visit him at least once & day and that I have no intention of giving =
written evaluation unless I spend enough time in his room to know what is going
Ofls

When visiting the teacher's classroom, I observe for the following:

1. 1Is the climate of the classroom corducive to good educational
practices; one in which the child can enjoy himself and feel that

- ha belongs?

2. Does he have good rapport with the students?

3. What types of materials are available for each student (audio~
visual, program .. terials, extra reading materials, etc.)?

4o, %8 he a ¢.id housekeeper: all materials in order and & clean room?

5¢ Does he communicate with the students on their level of undere
standing?

6. Does he move about the roow, not uaing the desk as a crutch?

7. Does he ask enough thoughteprovoking questions of the students?

8+ Does he have the patience to work with a small group of students
or an individual?

Je Are new and different teaching techniques tried?

10. Are the students stimulated to think and evaluata iuformation?

The assistant principal and department chairman evaluate by using the same
criteria which have just been stated. As often &8s either of us feels is
necessary, we call the beginning teacher fn for consultation. At this time,
the teacher is presented with a written copy of our findings with recommende
ations for improvements. The teacher is also asked to write what he feels
are his weak and strong points and what he would like us to do in order to
help him improve. The latter step is extremely important in order to help
the beginning teacher ascertain an accurate evaluation of himself.

Individualizing and Humanizing Instruction

If the beginning teacher hag not had & course in individualizing and
humanizing instruction in his undergraduate studies, it is difficult for him
to adjust {mmediately to performance cbjectives. If this i3 the case, I

assign the assistant principal and department chairman to orient the teacher
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on what we expact on individuglized and humanized inatruction. In the presence
of the assistant principal nnd the beginning teacher, I go over a QCudent's
complete profile and I try to state at this time how a profile is to be drawn
for an individual, keeping in mind thst tne objectives, it some cases, will fit
all the studenta in the class, but in other cases they will £it only the in-
dividual £or.whom»tﬁe objectives have been formulated., Understanding what a
student profile £8 can be the most difficult part of the evaluation for the
baginning teacher who has not been in a situation which has been completely
individualized and humanized, Initially when a teacher begins to individuale
ize and humanize his classes, he sees himself as condescending, as teaching

. elementary students rather than as the sophisticated professor of the high
school . Categoricaliﬁ, he has just left a college where the professor atcod
in front of the room &1l perfiod lecturing while all he did was take notes.
When this castastrophe has taken place, we have to debrief the teacher in
order tg get him away from this type of teaching. We encourage that he teach
as he was taught to teach and uot as he was taught. The teacher has to under«
stand that now we have a different type of studes’ frum what we had five:years
ago. The students today need less lecture and more work at which they can be
successfule In my opinion, the only person who enjoys a lecture is the person
giving {t. Once the teacher understands this concept 2 usually adjusts very
wall and settles down to working with the individual,

Conference
The final evaluation of the beginning teacher {s the conference. In this

maeting the begimning teacher and I compare our evaluations of him. At this
time he 8 given & written evaluation of his performance as a teachers The
conference is used to discuse the teacher's job performance and the implications
of thia evaluation. The cause of job performance or the lack of it s analyzed.
This seseion 48 used to analyze his failure to reach certain objectives and to

o discues approaches to reaching these objectives as wall as to veinforce his
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accomplishments., This final forum of evaluation should be & fair critical ane
alysis of his pusitive and negative attributes, At no time during this cone
ference or any other conference i8 it to be used as a threat of dismissal but
only to improve his performance.

When evaluating the beginning teacher, I constantly bear in mind that the
beginningz teacher's students have been influenced by other teachers over a >“
long period of time, Therefore, I cannot expect the firs% year teacher to work
miracles by creating new products of his students. This is a serious point and
should be taken into congideration in evalrating a teacher before sayint that
he did or dié'not do his job. The p~incipal muscAkeep in mind vhat axists in
a classroom aud the type of zscudents & teacher has, eapeéially a beginning
teacher., If the situation is such that a teacher winde up with students who
have been known to be disciplinary problems, then he must be evaluated by the
progress he has made with these students.

The Third Year Teachar

After three continuous years f{n the same school division in Virginia and
a recoumendation by the principal that the teacher's work has been satisfactory,
the teacher is giver a continuous contract, Keeping in mind that a continuous
contract almoat gives the teacher a 1ife~time assurance for his Job, the prin-
cipal must carefully assess the teacher's affectivenes: at this point so as not
to end with an inferfor and/or ine’fective staff, Therefore, the evaluation
of the third year teacher i3 the most cructal, Laacaosw the prineipal must be
fair, yet protect the school at the same time,

The following list are some thinge X do or leok for when evaluating a
third year teacher!

1. analyze the past two year's performance

2. analyze the set objectivas
3. wmake " :‘mal classroon vieitations
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Analyze the Past Two Year's Performance

Prior to the closing of school and at the end of the teacher's second year,
he i3 called in for & rather lengthy conference. If this conference cannot be
terminated in one sitting, there is no hesitation to continue it to the next
day. At this conference the tsacher is askad to rew=evaluate himself in terms
of his strong and weak points., The teacher usually writes these points doun.
We then go over these points together and I insert strong or weak points which
I have observed. If the teacher tries to toot his horn too much or underesti-~
mates himgelf, I correct such tendencies immediately,

During the conference I try to avoid small talk as nuch as possible and
direct my energy to analyzing what the teacher has accomplished in terms of his
objectives, I spend a lot of time allowing the teacher to take a good look at
his past two years., While the teacher ie talking, I look for enthusiasm,
teacher asatisfaction confidence, and an expression of security in his job. I
expecially like a teacher to talk about what he 1s going to do next year in
light of what he did this year.,

Set Objectivas

At the begianning of the school year or &s near as possible, I meet with
the third year teacher and help him set up objectives which I hosb will atrengthe
en his weak points and reinforce his strong points. Af this time I submit a
118t of recormendations to the teacher that I feel are needed-to fmprove his
performance. The teacher will be called in from time to time to see if he ias
following the recommendations. My thinking here is that a teacher who has been
with me for two years should be following my recommendations which are based
ot sound educational principles and L{f cthay sre not working we should be seeking

new ways to inprove hias performance. On the other hand, if he hae not followed
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ny recommendations, I am forced to make a value judgment.

Classroom Visitation
When vieiting the thirdeyear teacher's voom, I expect to find him relaxed,
confident, and having a good rapport with the students. By now the textbook
should be used less and replaced by a variety of teaching methods and materlais,
The policies of the school board and the school should be routine, Tha atmose
phare of the room should be of the type that would make me want to visit the
- room often, There are some teachers that 1 just like to be arounde They make
me feel good and 1 find myself visiting this class oftens If I like to be
around a certain teacher_theﬁ more than likely hig students like being around
hime I realize that all teachers cannot have this magnetism, but if he hae
none I will not hesitate to tell him he 18 in the wrong professions I expect
the third year teacher to be fully uéilizing the following with his students:
1. resourcc persons
2., audiovisual equipment
3« library
4, correlated classroom and study trips
5¢ s8some intradisciplinary work
Of course the th.rd vear teacher has the same criteria to follow as the
first year teacher, but the third year teacher is expected to be a litile more
polished. I feel that the third year teacher should be able to handle all of
hies duties with ease except being able to intradiscipline his course with
other elements of the school. I leave this ta*k to the fifth year teacher.
The Fifth Year Teacher
The fifth yeur tcacher, in my opinion, should be the easiest teacher to
esupervise and to evaluste, but at times he is the moat difficult since it is

also the most critical time for the teachere This i{¢ the year that the teacher

starts thinking of finishing his maater®s degree or of getting out of the
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profession. Wo lose @ large number of teachers at the end of this year, If the
principal has been alert and has properly evaluated the teacher by making sure
that he uas reached all feagsible objectives, he will have a very productive
teacher of whom he {8 proud and one who is proud of himself. The fifth year
teacher should have his courses intradisciplinad for each individusl, Has has
learned by now what takes place in other subjects and how the teachers of the
other diaciplines teach. By now he should be able to correlate the individual‘'s
profile with subject matter throughout the schools 1 expect the {ifth year
teacher to be a strong person in guidance and one who innovates when needed,
This teacher is confident, seéure, and knowledgeable in his subject; he knows
his strengtng and weaknesses as well as those of his students,

This teacher should be contributing at departmental meetings in such a
meaney that younger teachers respect him and his opinfon. I expect this teae
cher to be near or have completed his master'’s degree in his subject field,

The fifth year teacher should be having a few papers published or at least be
naaking ef forts in that direction. The lesson plans for this teacher should be
compiled in sgyllabus form by now and require only minor revisions. Tﬁis person
shouas not be having those common disciplinary problems which haunt the younger
teacher, He 18 practicing the theory of respecting the student before he ex=
pscts to be respacted, His classes are individualized and humanized. He seeks
advice and constructive cuiticisms and offers ‘elpful suggestions for his own
smprovenent,

The criteria are the same for all teachers, but the fifth year teacher is
.allowed mora latitude within the framework of the criteria and the philosophy
of the school. You expect more from this teacher and if you have guided him

properily he wili produce it,
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The Tenth Year and Up Teacher

On the tenth year and up teachars, let's be frank with ourselves. We have
one or .o things on our hands, 1f we, as principals and as teachers of tea=~
chers, have dona a good job in evaluating our products, then we have a good
teacher with 10 years® exparience. If we have not been honest with our avale
uations and w. have allowed things to slip by, then we may have a teacher
with one year's experience 10 times. Let's face it, 1If this teacher has
baen around 10 or more years, what can we do? Well, believe it o1 not, this
teacher needs the same help and is entitled to all of our services as every
teachar ia. Probably_gore than any other teacher, thie teacher could in many
cases needtmore help _chén the beginning teacher.

The tenth year and up teacher follows the set criteria, but I expect this
teacher to be an established guldance person and one who can help guide those
teachers with less sxperience. This teacher should be a resource parson who is
capable of he:ping formulate pclicies, coordinating the program and decipher;
1ng those things which help his program and make it different from those which
are mediccre. You should not have to spend time with the teacher on school
polic, or philosophy., If this teacher really has 10 years® expetiance then
probably several papers have been published by this teacher to aid other teachaers
couning along. )

The critical point to watch for is to see .f he {r bitter, If so, ig there
& carry-over to the students? I watch to see if he is happy, giving the stue
dents a desire to learn his subject, and to bee 1f students take his courses
because he has something to offer them rather than because the courses are toe
juireds By now this teacher should have a good story to tell and should enjoy
telling it,

The Teacher‘Qich a Master's Degree

1 have placed the teacher with a master's degree last, because I 'elieve
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that this teacher should be able to oo all the thinge the other teachers do in
his field and be able to exemplify leadership 1n\reaearch and have 2 deeper
understa.ding of the process of educstion. I toza\nne of teachere this
during the year., After two years of teaching he se:;red 2 master's degrae
and whon 1 explained to him that 1 expected a person with a master's degree
to be a repre ‘antative of that degree, he laughed and said, "A master‘'s
degree merely gives you more money." You know, in his case he was right.
Summary
With respect to all I have said in assessing the effectiveness of the
staff, we as principals or teachers of teachers should not be too critical of
the colleges for what they turn outj neither should we expect perfect teachers
aven after we have worked with them for & number ofAyeara. .
Will Rogers has said many times, "All he kﬁoﬁ;um; what he read in the
newgpaper.” With apologies to Mr, Rogers, all I know {3 what is in the
schools, and " realize that there is no perfect way to evaluate other persons;

therefore, I must be honest in the evaluation and make Jﬁre that the evaluation

19 2 helpful tool for both the teacher and the principal.




